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_— i December 1971

MEMORANDUM FOR: Deputy Director of Fersonnel

SUBJECT : TImproving Personnel Planning end Use of FPMMP in ¥7 1973

e

1. Now that the Agency's basic approach to strength and average
grade reductions has been decided, it is time to think about the klnds
of planning effort and documentation that would be most conducive to
improving staffing management in FY 1373 and beyond. Not in years has
there been a more apparent need for the systematic examination of current

and emerging personnel problems within all of the Career Services, followed

by an evaluation of significant issues at the Directorate and Agency
levels.

a. Celling cutbacks in FY 1972 and FY 1973 will precipitate
many disperate plecemeal and interactional personnel consequences
that cannot be fully anticipated or understood unless put down in
a format that highlights prospective changes in accessions, separa-
tions, promotions, and on-duty-strengths. Acquiring such deta 1s a
prelude to good Judgment and action.

b. In the Executive Committee, the Deputy Directors and the

Executive Director continue to manifest an interest and responsibility

in the consideration of personnel matters that transcend par-chial
concerns. As a group, they should be given pertinent information
on the personnel situation throughout the Agency. og

c. Recent asaertions by the Director, Executive Direcfor, and
other senior officials have attested to the increasing requirement
for more effective manpower utilization during a time of scerce
: resources, The Director's recent concern with doing more with less
| end increased empliyee productivity are cases in point. New initla-
'\ tives will entail a variety of approaches, but common to them all is

the need for the systematic assembly and analysis of information
ghowing the nature and significance of personnel problems throughout
! the Agency. Uetting an integrated summary of informetion to senior
- officials is an imperative that can only be achieved after all
Cereer Services have used essentially the sawe approach in reviewing
and reporting upon the specific problems confronting their own areas.

2. In retrospect, we were probebly correct in using a low-key
approach in obtaining PMMP returns from the Career Services, although we
suffered from varying Career Service participation. For example, the
Clandestine Service made no effort to use PMMP in its area; and you will
recall that representatives of that Service indicated they would have to
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awaif th¢".oxt Flscal Year Lo participate. Discussions of the Deputy
Director for Support with his Office Heads, growing out of the PP
exercise, presumebly were worthwhile., Plans Staf’ was in the middle of
discussions with DDSE&T and DDI representatives regarding the proper form
of thelr Career Service Situation Reports covering the Directorates when
the Agency was confronted by the personnel reductions and aversge grade
exercises., This unexpected development effectively preempted further
action on the PMMP package, which as you know focuees on the future
relationship between expected personnel movements and promotional headroom
needs. IV became academlc to ponder the promotional problem veers hence
when prospective strength and average grade reductions ralsed a serious
question about the capacity of the Agency to promote anybody in the
ensuing 12 months.
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3. Given the expected persomnel climate in the next two years and
the likelihood of mAJsT porsonnel changes evolving in future years from
organizational, Munctional, snd technological changes, it eppears that
PMMP forme should not be used as they were originally designed. As a
process, however, PMMP is very alive, indeed. 1 bellieve we can uw move
ahead during the next two or three months to reactivate personnel planning
for FY 1973 through the PMMP nrocess. It is an on~going process approved
by the Teputies, thorsughly explained by Mr. Wattles and others, and
understood by ran* and “ile personnel line »ificlals after haviag worked
with it the last vear.

%, Although rescti-ns to PMMP were generally favorable, there was
| & bamsic sbjection to the L-year planning pericd. Most people involved
in the process felt that detailed perscnnel anticipations and decislons
become fanciful when projected for tos wmany yveara. Tt was also apparent
from an evaluation of the PMMP reports that the content of the Advanced
Btaffing Plans should coincide with the stafling requirements, by grade
levels, reflectac in the MMP. Moreover, the Y 1972 Persomnel Staffing
Plans, preparaed by the Career Bervices in connection with the average
grade exercise, proved to be helpful technioues for estimating probable
levels of separations, promotione, and accessions. After refleeting
upon these various documents and their interrelaticnships, I have coneluded
that elements o =ach ghould be combined into two planning ‘ocuments that
would permit us to acquire cdetailed date for FY 1973 and broader information
_ about personnel problems and trends during FY 197k-1976. I feel confident
that implementatisn of this kind of systematlic planning by Career Services,
coupled with appropriate reporting to senlor mansgement, would be a major
step forweard. Tmportantly, it would provide a methcd for lmproving the
linkage between program changes and personnel suppur’c which the Director
is obviously seasking to achieve. L .

5. Since personnel officers are Tamilisr with the processen called
for in the attached forms, I believe we could begin this program with
limited ¢ifficulty on or about the middle of February and regquire the
Career fervices to conclude thelr work by the middle of April. (areer
Service Situation Reports then could be analvzed by Directorate repre-
sentatives, and Tirectorete Career Service Situation Reports could be
developed br the eand of May. This timetable would leave a 30-dav period
“or follow-up ~n any Career Services that were behind in meeting the
gchedule. ST LA ) v’&
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6, As e discussed “m the ph ne a few days ago, it would szem
appropriate to informmlly discuss the proposed use of a modified PMMP
program in FY 1973 with the Assistant Deputy Director for Support. As
you are sware, he was primerily responsible for securing the spproval of
the Teputy Direct-rs to use this system in the Agency and plaveé a
primary role subsecuently in its implementation. Once we have nitained
: his approvel f-r the propssed epproach to PMMT, I would think /708 and

the OP shoulcd take action jointly in apprising the Fxecutive Committee,
in a lorthooming meeting, of our nlans for using a2 modified PMMF in 7Y
1973. Specific agreement shouléd be obtained in the meeting that all
Career flervices will participate and maintain the seme time sche ule.
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2 Atts
Revised PMMP Forms 1 and 2

Pigtribution-
Original and 1 - Addressee (w/att)
1 - Subject
1 - Chrono
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